Chapter 3: Leading Situations

Lesson 1: Performance Indicators

LEADING SITUATIONS

LESSON 1: PERFORMANCE
INDICATORS

communication
counseling
devel opment
evaluation
flexibility
purpose
support

PURPOSE

This lesson focuses on  the
performance indicators for you to use
to assess the leadership of yoursdf and
others based on the leadership

dimensgons.

PERFORMANCE INDICATORS
(adapted from Army Regulation FM 22-100)

This section is organized around the
leadership dimengons (refer to chart at the
end of this lesson). This lesson ligs indicators
for you to use to assess the leadership of
yourself and others based on these leadership
dimensons. Use it as an assessment and
counseling tool, not as a source of phrases for
evauation reports. When you prepae an
evduaion, make comments that apply
gecificdly to the individud you ae
evduaing. Do not limt yoursdf to the
generd indicators listed here. Be specific; be
precise; be objective; befair.

Unit 2: Leadership Theory and Application

VALUES

LOYALTY

L eaders who demondtrate loyaty:
Bear true fath and dlegiance in the correct
order to the Congitution, the Army, and
the organization.
Observe higher headquarters' priorities.
Work within the sysem without manipu-
lating it for persond gain.

DUTY

L eaders who demonstrate devotion to duty:

- RUfill obligations — professond, legd,
and mord.
Carry out misson requirements.
Meet professona standards.
Set the example,
Comply with policies and directives,
Continualy pursue excdlence.

RESPECT

L eaders who demonstrate respect:
Treat people as they should be treated.
Creaste a dimate of farness and equd
opportunity.
Are discrest and tactful when correcting
or questioning others.
Show concern for and make an effort to
check on the safety and wel being of
others.
Are courteous.
Don't teke advantage of pogtions of
authority.

SELFLESS SERVICE
L eaders who demondtrate sdlfless service:

Put the wdfare of the nation, the Army,
and subordinates before their own.
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Sudtain team morde.

Share subordinates hardships.

Give credit for success to others and accept
responsbility for falure themselves.

HONOR

L eaders who demonstrate honor:
Live up to Army vaues.
Don't lie, cheat, dted, or tolerate those
actions by others.

INTEGRITY

L eaders who demondtrate integrity:
- Do what isright legdly and moraly.
Possess high persond mora standards.
Are honest in word and deed.
Show condgently good mora judgment
and behavior.
Put being right ahead of being popular.

PERSONAL COURAGE

L eaders who demonstrate persona courage:
- Show physica and mord bravery.
Take regponghility for decisons and
actions.
Accept respongbility for mistekes and
shortcomings.

ATTRIBUTES
MENTAL ATTRIBUTES

Leaders who demondrate desirable menta
atributes:
Possess and display will, sdf-discipline,
initiative, judgment, sdf-confidence,
inteligence, common sense, and culturd
awareness.
Think and act quickly and logicaly, even
when there are no clear indructions or the
plan fals apart.
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Andyze stugtions.?

Combine complex idess to generae
feasible courses of action.

Baance resolve and flexihility.

Show a desire to succeed; do not quit in
the face of adversty.

Do their fair share.

Baance competing demands.

Embrace and use the tdents of dl
members to build team cohesion.

PHYS CAL ATTRIBUTES

Leaders who demonstrate desirable physica

attributes:
Maintan an gopropriate level of physcd
fitness and military bearing.
Present aneat and professional appearance.
Meet edablished norms of persond
hygiene, grooming, and deanliness,
Mantan Army height and weght dan
dards (not applicable to DA civilians).
Render appropriate militay and civilian
courtesies.
Demondrate nonverba expressons and
gestures gppropriate to the situation.
Are persondly energetic.
Cope with hardship.
Complete physicaly demanding endeavors.
Continue to function under adverse
conditions.
Lead by example in peformance, fithess,
and appearance.

EMOTIONAL ATTRIBUTES

Leaders who demondtrate appropriate emo-
tiona attributes:
Show s=if-confidence.
Remain cdm during conditions of sress,
chaos, and rapid change.
Exercise sdif-control, balance, and ability.
Maintain a pogtive dtitude.

Unit 2: Leadership Theory and Application
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i

Demongtrate mature, responsble behavior
that inspires trust and earns respect.

LLS

INTERPERSONAL SKILLS

Leaders who

ill

CO

demondrate  interpersonal
S

Coach, teach, counsd, motivate, and
empower subordinates.

Reedily interact with others.

Earn trust and respect.

Activdly contribute to problem solving
and decision-making.

Are sought out by peers for expertise and
counsd.

NCEPTUAL SKILLS

L eaders who demongtrate conceptud skills:

Reason criticdly and ethicdly.

Think credtively.

Anticipate requirements and contingencies.
Improvise within the commander’ s intent.
Use appropriate reference materids.

Pay attention to details.

TECHNICAL SKILLS

Leaders who demondrate technicd kills;

Possess or develop the expertise necessary
to accomplish dl asigned tasks and
functions.

Know standards for task accomplishment.
Know the smdl unit tactics, techniques,
and procedures that support the organiza-
tion'smisson.

Know the drills that support the organi-
zation'smisson.

Prepare clear, concise operation orders.
Undersand how to apply the factors of
misson, enemy, teran and wesather,
troops, time avalable, and civil consder-
ations (METT-TC) to misson andysis.
Master basic soldier skills.

Unit 2: Leadership Theory and Application

Lesson 1: Performance Indicators

Know how to
equipment.

Know how and what to inspect or check.
Use technology, especidly information
technology, to enhance communication.

ue and mantan

TACTICAL KILLS

Leaders who demonstrate tactical skills:

Know how to goply war fighting doctrine
within the commander’ s intent.

Apply their professond  knowledge,
judgment, and war fighting <ill a the
appropriate leadership leve.

Combine and agpply skill with people,
ideas, and things to accomplish short-term
missons.

Apply skill with people, ideas, and things
to tran for, plan, prepare, execute and
asess offensve, defensve, ability, and
support actions.

ACTIONS
INFLUENCING

Leaders who influence:

Use appropriate methods to reach gods
while operating and improving.

Motivate subordinates to accomplish tasks
and missons.

Set the example by demondrating enthus-
aan for — and, if necessary, methods of
— accomplishing assgned tasks.

Make themsdves available to assst peers
and subordinates.

Shareinformation with subordinates.
Encourage subordinates and peers to
express candid opinions.

Activdly ligen to feedback and act
appropriately based onit.

Mediate peer conflicts and disagreements.
Tectfully confront and correct others
when necessary.
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Ean respect and obtain willing coop-
gration of peers, subordinates, and
superiors.

Challenge others to match their example.
Take care of subordinates and their fami-
lies, providing for ther hedth, wefare,
morde, and training.

Are persuasive in peer discussons and
prudently rally peer pressure againgt peers
when required.

Provide ateam vison for the future.

Shape the organizationa climate by set-
ting, sudaning, and ensuring a vaues
based environment.

COMMUNICATING

Leaders who communicate effectively:

Display good ord, written, and ligening
skills.

Persuade others.

Express thoughts and idess clealy to
individuas and groups.

ORAL COMMUNICATION

Leaders who effectively communicate ordly:
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Speak clearly and concisdly.

Speak enthusadicdly and mantan lis-
teners interest and involvement.

Make appropriate eye contact when
Speaking.

Use gedtures that are appropriate but not
distracting.

Convey idess, fedings, snceity, and
conviction.

Express  wedl-thought-out and  wdl-
organized idess.

Use granmaticaly and doctrindly correct
terms and phrases.

Use gppropriate visud ads.

Act to determine, recognize and resolve
misunderstandings.

Lisen and waich atentively; make
appropriate notes; convey the essence of
what was said or done to others.

Lesson 1: Performance Indicators

React appropriately to verba and non
verbal feedback.

Keep conversations on track.
WRITTEN COMMUNICATION

Leaders who effectivdy communicate in
wr|t|ng
Are understood in a single rapid reading
by the intended audience.
Use correct grammar, <spdling, and
punctuation.
Have legible handwriting.
Put the *bottom line up front.”
Use the active voice.
Use an appropriate format, a clear organi-
zation, and areasonably smple style.
Use only essentid acronyms and spell out
those used.
Stay on topic.
Correctly use facts and data.
(DA Pam 600-67 discusses techniques for
writing effectively.)

DECISION MAKING

Leeders who make effective,  timdy
decisions.
- Employ sound judgment and logicd
reasoning.
@Gahea and andyze rdevant information
about changing Stuations to recognize and
define emerging problems.
Make logicd assumptions in the absence
of acts.
Uncover critica issues to use as a guide in
both making decisons and taking advar+
tage of opportunities.
Keep informed about developments and
policy changes indde and outdde the
organization.
Recognize and  generate  innovative
solutions
Develop dternative courses of action
and choose the best course of action

Unit 2: Leadership Theory and Application
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based on andyss of ther rdative costs
and benefits.

Anticipate needs for action.

Rdae and compare information from
different sources to identify possble
cause-and- effect relaionships.

Congder the impact and implications of
decisons on others and on Stuations.

Involve others in decisons and keep them
informed of consequences that  affect
them.

Take charge when in charge.

Define intent.

Congder contingencies and  ther
CONSequUENCES.

Reman decisgve dfter discovering a
mistake.

Act in the absence of guidance.

Improvise  within  commander’s  intent;
handle afluid environment.

MOTIVATING

Leaders who effectively motivate:

- Inspire, encourage, and quide others
toward mission accomplishment.

Don't show discouragement when facing
setbacks.

Attempt to satisfy subordinates needs.

Give subordinates the reason for tasks.
Provide accurate, timey, and (where
appropriate) positive feedback.

Activdy  ligen for feedback  from
subordinates.

Use feedback to modify duties, tasks,
requirements, and goas when appropriate.
Recognize individua and team
accomplishments and reward  them
appropriately.

Recognize poor performance and address
it appropriately.

Justly apply disciplinary measures.

Keep subordinates informed.

Clearly articulate expectations.

Unit 2: Leadership Theory and Application

Lesson 1: Performance Indicators

Condder duty postions, capabilities, and
devdopmental needs when assgning
tasks.

Provide ealy waning to subordinate
leaders of tasks they will be responsble
for.

Define requirements by issuing clear and
concise orders or guidance.

Allocate as much time as possible for task
completion.

Accept  responsibility  for  organizationd
performance.

Credit subordinates for good performance.
Take responsbility for and correct poor
performance.

OPERATING

Leaders who effectively operate:
Accomplish short-term missons.
Demondrate tacticd and technicd com-
petency appropriate to their rank and
position.
Complete individua and unit tasks to
dandard, on time, and within the com-
mander’ sintent.

PLANNING AND PREPARING

Leaders who effectively plan:
Develop feasble and acceptable plans for
themsdves and others that accomplish
the misson while expending minimum
resources and podiuring the organization
for future missons.
Use forward planning to ensure each
course of action achieves the desred
outcome.
Use reverse planing to ensure that 4l
tasks can be executed in the time available
and that tasks depending on other tasks
are executed in the correct sequence.
Determine gpecified and implied tasks and
redate the higher headquarters misson in
terms appropriate to the organization.
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Incorporate adequate controls such as time
phasng; ensure others understand when
actions should begin or end.

Adhere to the “1/3 — 2/3 Rul€’; give
subordinates time to plan.

Allocate time to prepare and conduct
rehearsals.

Ensure dl courses of action accomplish
the misson within the commander’s
intent.

Allocate avallable resources to competing
demands by setting task priorities based
on the relative importance of each task.
Address likely contingencies.

Remain flexible

Congder SOPs, the factors of METT-TC,
and the militay aspects of teran
(OCOKA).

Coordinate plans with higher, lower, adja-
cent, and affected organizations.

Pasondly arive on time and meet
deadlines, require subordinates and their
organizations to accomplish tasks on time.
Deegate dl tasks except those they are
required to do persondly.

Schedule activities so the organization
meats dl commitments in critical perfor-
mance aress.

Recognize and resolve scheduling conflicts.
Notify peers and subordinates, as far in
advance as possible when their support is
required.

Use some form of a persond planning
caendar to organize requirements.

EXECUTING

Leaders who effectively execute:
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Use technicd and tactical skills to meet
misson dandards, take care of people,
and accomplish the misson with avalable
resources.

Perform individud and collective tasks to
standard.

Execute plans, adjusting when necessary,
to accomplish the mission.

Lesson 1: Performance Indicators

Encourage initiative.

Keep higher and lower headquarters,
superiors, and subordinates informed.

Keep track of people and equipment.

M ake necessary on-the-Sspot corrections.
Adapt to and handle fluid environments.

Fight through obstacles difficulties and
hardships to accomplish the misson.

Keep track of task assgnments and sus-
pense's, adjust assgnments, if necessary;
follow up.

ASSESSING

Leaders who effectively assess.

Use assessment techniques and evaluation
tools (especidly AARs) to identify les
sons leaned and facilitate consstent
improvement.

Egablish and employ procedures for
monitoring, coordinaing, and regulating
subordinates actions and activities.

Conduct initid asessments  when
beginning a new task or assuming a new
position.

Conduct IPRs.

Andyze aclivites to determine how
desred end daes ae achieved or
affected.

Seek sugtanment in aeas when the
organization meets the standard.

Obsarve and assess actions in progress
without over supervisng.

Judge results based on standards.

Sort out important actua and potentia
problems.

Conduct and facilitate AARs identify
lessons.

Determine causes, effects, and contribut-
ing factors for problems.

Andyze aclivites to determine how
desred end doates can be achieved
ethicaly.

Unit 2: Leadership Theory and Application
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IMPROVING

Leaders who  effectivdly improve the
organlzatlon
Sugan sills and  actions tha  benefit
themsdves and each of their people for
the future.
Sustan and renew the organizaion for
the fuure by managing change and
exploiting  individud and  inditutiond
learning capabilities.
Creste and sustain an environment where
dl leaders, subordinates, and organiza-
tions can reach ther full potentid.

DEVELOPING

Leaders who effectively develop:
Strive to improve themsdves, subordin-
ates, and the organization.
Mentor by investing adequate time and
gffort in  counsding, coaching, and
teaching their individud subordinates and
sub-ordinate leaders.
Set the example by dislaying high stand-
ads of duty peformance, persond
gopearance, militay and professond
bearing, and ethics.
Creste a climae that expects good
performance, recognizes superior  per-
formance, and doesn't accept poor
performance.
Deggn tasks to provide practice in aress
of subordinate leaders weaknesses.
Clearly aticulate tasks and expectations
and st redligtic stlandards.
Guide subordinate leaders in  thinking
through problems for themsalves.
Anticipate migekes and fredy offer
assistance without being overbearing.
Observe, assess, counsd, coach, and eval-
uate subordinate leaders.
Motivate  subordinates to  develop
themselves.
Arrange training opportunities that hep
subordinates achieve indght, sdf-aware-
ness, saf-esteem, and effectiveness.

Unit 2: Leadership Theory and Application
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Bdance the organization's tasks, gods,
and objectives with subordinates persona
and professional needs.

Develop subordinate leaders who demon
drate respect for natural resources and the
environment.

Act to expand and enhance subordinates
competence and sdlf-confidence.

Encourage initiative.

Create and contribute to a postive orga-
nizationd cimate.

Build on successes.

Improve weaknesses.

BUILDING

Leaders who effectively build:

Spend time and resources improving the
organization.

Foster a hedthy ethicd dimate.

Act to improve the organization's collec-
tive performance.

Comply with and support organizationa
gods.

Encourage people to work effectively with
each other.

Promote teamwork and team achievement.
Are examples of team players.

Offer suggestions, but properly execute
decisons of the chan of command and
NCO support channd — even unpopular
ones — asif they were their own.

Accept and act on assigned tasks.

Volunteer in useful ways.

Reman pogtive when the gtuaion
becomes confused or changes.

Use the chain of command and NCO sup-
port channd to solve problems.

Support equa opportunity.

Prevent sexua harassment.

Paticipate in organizationd activities and
functions.

Paticipate in team tasks and missons
without being requested to do so.
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Edablish an organizetiond dimate that
demondrates respect for the environment
and stewards natural resources.

LEARNING

Leaders who effectively learn:

- Seek sdlf-improvement in wesk aress.
Encourage organizationd growth.
Envision, adapt, and lead change.
Act to expand and enhance persona and
organizationd knowledge and capabilities.
Apply lessons learned.
AsK incisive questions.
Envison waysto improve.
Design ways to practice.
Endeavor to broaden their understanding.
Transform experience into knowledge and
use it to improve future performance.
Make knowledge accessble to the entire
organization.
Exhibit reasonable sdlf-awareness.
Take time off to grow and recregte.
Embrace and manage change, adopt a
future orientation.
Use experience to improve themseves
and the organization

DEVELOPMENTAL COUNSELING

Leadership development is one of the
most  important  respongbilities.  Developing
your leadership abilities should be one of your
highest priorities.

Leadership development reviews are a
means to focus leadership growth. Think of
them as AARs with a focus of making leaders
more effective. These important reviews are
not necessarily limited to internd counsding
sessons,  leadership  feedback  mechanisms
adso goply in operationa settings such as the
CTCs.

Jug as traning incdludes AARs and
traning drategies to fix  shortcomings,
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leadership development includes performance
reviews. These reviews result in agreements
between leader and subordinate on a devel-
opment drategy or plan of action that builds
on the subordinate's strengths and establishes
gods to improve on weaknesses. Leaders
conduct performance reviews and create plans
of action during developmenta counsding.

Leadership development reviews ae a
component of the broader concept of develop-
mental  counsding. Developmentd  counsding
IS subordinate-centered communication  that
produces a plan outlining actions that
subordinates mugt teke to achieve individud
and organizetiond gods During deveop-
mental  counsding, subordinates ae not
merdy passve ligeners, they're  activey
involved in the process. The Developmenta
Counsding Form (DA Form 4856-E, which is
discussed at the end of this section) provides a
useful framework to prepare for dmost any
type of counsding. Use it to hedp you
mentdly organize issues and isolate impor-
tant, rdlevant items to cover during counsding
sessons.

Devdopmentd counsding is a shared
effort. As a leader, you assst your sub-
ordinates in  identifying  drengths and
weaknesses and creating plans of action. Then
you support them throughout the plan
implementation and assessment. However, to
achieve success, your subordinates must be
forthright in their commitment to improve and
candid in ther own assessment and god
SHting.

THE LEADER’SRESPONSIBILITIES

Organizationa readiness and misson
accomplishment depend on every member’s
ability to perform to esablished standards.
Supervisors must  mentor  their  subordinates
through teaching, coaching, and counsding.
Leaders coach subordinates the same way
sports  coaches improve ther teams by

Unit 2: Leadership Theory and Application
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identifying  wesknesses, stting gods,
developing and implementing plans of action,
and providing ovesght and motivation
throughout the process To be effective
coaches, leaders must thoroughly understand
the drengths, wesknesses, and professona
goals of their subordinates.

Army leaders evduae DA civilians
using procedures prescribed under the Tota
Army  Peformance  Evduation  System
(TAPES). Although TAPES doesn't address
devdopmentd counsding, you can use DA
Form 4856-E to counsd DA cvilians
concerning professond growth and career
gods. DA Form 4856-E is not appropriate for
documenting  counsding  concening DA
civilian misconduct or poor performance. The
savicing dvilian personnd office can provide
guidance for such stuations.

Soldier's and DA dvilians  often
perceive counsding as an adverse action.
Effective leaders Army Leadership who
counsel properly can change that perception.
Army leaders conduct counsding to hedp
subordinates become better members of the
team, maintan or improve performance, and
prepare for the future. Just as no easy answers
exig for exactly wha to do in dl leadership
gtuations, no essy answers exis for exactly
wha to do in dl counsding Stuations.
However, to conduct effective counsding,
you should devdop a counsding dyle with
the characteristics asfollows:

Purpose: Clearly define the purpose of the
counsdling.

Flexibility: Fit the counsding syle to the
character of each subordinate and to the relation-
ship desired.

Respect: View subordinates as unique, complex
individuals, each with a distinct set of values,
beliefs, and attitudes.

Communication: Establish  open, twoway
communication with subordinates using spoken

Unit 2: Leadership Theory and Application
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language, nonverbal actions, gestures, and body
language. Effective counsdors listen more than

they speak.

Support: Encourage subordinates through actions
while guiding them through their problems.

THE LEADER ASA COUNSELOR

Army leaders must demondrate cer-
tan qudities to be effective counsdors. These
qudities include respect for subordinates,
Hf-avareness and  culturd awareness,
empathy, and credibility.

RESPECT FOR SUBORDINATES

As an Army leader, you show respect
for subordinates when you dlow them to take
respongbility for their own ideas and actions.
Respecting  subordinates helps creste  mutud
respect in the leader-subordinate relationship.
Mutud respect improves the chances of
changing (or mantaning) behavior and
achieving gods.

SELF-AWARENESSAND CULTURAL
AWARENESS

As an Army leader, you mug be fully
aware of your own vaues, needs, and biases
prior to counsding subordinates. Sdf-aware
leaders are less likely to project their biases
onto subordinates. Also, aware leaders are
more likely to act consgently with ther own
vaues and actions.

Culturd awareness is a mentd
attribute. As an Army leader, you need to be
avae of the gmilaities and differences
between individuds of different culturd
backgrounds and how these factors may
influence vaues, perspectives, and actions.
Don't le unfamiliaity with culturd back-
grounds hinder you in addressng culturd
issues, especidly if they generate concerns
within the organization or hinder team

93



Chapter 3: Leading Situations

building. Culturd awareness enhances your

ability to disolay empathy.
EMPATHY

Empathy is the action of beng
underganding of and sendtive to the fedings,
thoughts, and experiences of another person
to the point tha you can admost fed or
experience them yoursdf. Leaders with
empahy can put themsdves in ther
subordinate’'s shoes, they can see a Stuation
from the other person’s perspective.

By underganding the subordinate’s
pogition, you can help a subordinate develop a
plan of action that fits the subordinaie's
personality and needs, one that works for the
subordinate. If you don't fully comprehend a
gtuation from your subordinat€s point of
view, you have less credibility and influence
and your subordinate is less likdy to commit
to the agreed upon plan of action.

CREDIBILITY

Leaders achieve credibility by being
honest and conggent in ther Statements and
actions. To be credible, use a sraightforward
dyle with your subordinates. Behave in a
manner that your subordinates respect and
trus. You can earn credibility by repeatedly
demondrating your willingness to assg a
subordinate and being consstent in what you
say and do. If you lack credibility with your
subordinates  you'll  find it difficult to
influence them.

LEADER COUNSELING SKILLS

One chdlenging aspect of counsding
is sdecting the proper approach to a specific
gtudtion. To counsd effectivdy, the tech
nique you ue mus fit the dtuaion, your
capabilities, and your subordinate's expecta
tions. In some cases, you may only need to
give informaion or ligen. A subordinat€'s
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improvement may cal for just a brief word of
prase. Other Stuations may require structured
counsdling followed by definite actions.

All leaders should seek to develop and
improve ther own counsding &bilities You
can improve your counsding techniques by
dudying human behavior, learning the kinds
of problems that affect your subordinates, and
devdoping your intepersond skills.  The
techniques needed to provide effective
counsding will vary from person to person
and sesson to sesson. However, generd
sills that you'll need in dmost every
Stuation incdude active ligening, responding,
and quegtioning.

ACTIVE LISTENING

During ocounsding, you mus activey
ligen to your subordinate. When you're
activdy ligening, you communicate verbdly
and nonvebdly that you've received the
subordinate's message. To fully understand a
subordinate’'s message, you mugt listen to the
words and observe the subordinate’'s manners.
Elements of active ligening you should use
include:

Eye contact. Mantaning eye contact
without daing heps show sSncere
interest. Occasional breaks of contact are
normal and acceptable. Subordinates may
perceive excessve bresks of eye contact,
paper shuffling, and clock-watching as a
lack of interest or concern. These ae
guiddines only. Basd on culturd
background, participants in a particular
counding sesson may have different
ideas about what proper eye contact is.

Body posture. Beng rdaxed and
comfortable will hdp put the subordinate
a ease. However, a too-rdaxed postion
or douching may be interpreted as a lack
of interest.

Unit 2: Leadership Theory and Application
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Head nods. Occasiondly nodding your
head shows you're paying atention and
encourages the subordinate to continue.

Facial expressions. Keep your facid
expressons natural and relaxed. A blank
look or fixed expresson may disturb the
subordinate.  Smiling  too  much  or
frowning may discourage the subordinate
from continuing.

Verbal expressons. Refran from taking
too much and avoid interrupting. Let the
subordinate do the taking while keeping
the discusson on the counsding subject.
Spesking only when necessary reinforces
the importance of what the subordinate is
saying and encourages the subordinate to
continue. Silence can aso do this, but be
caeful. Occasond dlence may indicate
to the subordinate thet it's okay to
continue taking, but a long sSlence can
sometimes be didracting and make the
subordinate fed uncomfortable.

Active ligening dso means ligening
thoughtfully and ddiberady to the way a
subordinate  says things. Stay det for
common themes. A subordinai€s opening
and cosng daements as wel as recurring
references may indicate the subordinate's
priorities.  Incondstencies and gaps may
indicate a subordinate’s avoidance of the red
issue. This confuson and uncertanty may
suggest additiona questions.

While ligening, pay dtention to the
subordinate’s  gestures. These  actions
complete the totd message. By watching the
subordinate’'s  actions, you can “seg’  the
fedings behind the words. Not dl actions are
proof of a subordinaie's fedings but they
should be taken into consderaion. Note
differences between what the subordinate says
and does. Nonverba indicators of a
subordinate s atitude include:

Unit 2: Leadership Theory and Application
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Boredom. Drumming on the table
doodling, clicking a bal-point pen, or
resting the head in the palm of the hand.

Self-confidence. Sanding tdl, leaning
back with hands behind the head, and
maintaining steedy eye contact.

Defensiveness. Pushing deeply into a
char, glaing a the leader, and making
sarcastic comments as well as crossng or
folding armsin front of the ches.

Frudration. Rubbing eyes, pulling on an
ear, taking short breaths wringing the
hands, or frequently changing tota body
position.

Interest, friendliness, and openness.
Moving toward the leader while sitting.

Openness or anxiety. Sitting on the edge
of the char with ams uncrossed and
hands open.

Condder these indicators carefully.
Although each indicator may show something
about the subordinate, don't assume a
particular behavior absolutely means
something. Ask the subordinate about the
indicator sO you can better understand the
behavior and dlow the subordinate to take
respongbility for it.

RESPONDING

Responding skills follow up on active
ligening skills. A leader responds to com-
municate that the leader understands the sub-
ordingte. From time to time, check your
underdanding: darify and confirm what has
been sad. Respond to subordinates both
verbdly and nonverbdly. Verbad responses
condst of summaizing, interpreting, and da-
ifying the subordinate's message. Nonverba
responses include eye contact and occasiond
gestures such as a head nod.
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QUESTIONING

Although quedtioning is a necessary
kill, you mugt use it with caution. Too many
questions can aggravate the power differentiad
between a leader and a subordinate and place
the subordinate in a passve mode The
subordinate may dso react to excessve
guestioning a an intruson of privacy and
become defensve. During a leadership
development review, ask questions to obtain
information or to get the subordinate to think
about a particular dtuation. Generdly, the
questions should be openrended so as to
evoke more than a yes or no answer. Well-
posed questions may hdp to veify
understanding, encourage further explanation,
or hdp the subordinate move through the
stages of the counsding session.

COUNSELING ERRORS

Effective leaders avoid common counss-
ing midakes. Dominating the counsding by
taking too much, giving unnecessxy or
ingppropriate  “advice” not truly ligening,
and projecting persond likes, didikes, biases,
and prgudices dl intefere with effective
counsdling. You should dso avoid other
common midakes such as rash judgments,
Sereotypes, loss of emotiond control, and
inflexible methods of counsding and im-
proper follow-up. To improve your coun-
sding Kills, refer to the following guiddines.

Determine the subordinates role in the
dtuation and what the subordinate has
done to resolve the problem or improve
performance.

Draw conclusions based on more than the
subordinate s statement.

Try to undersand what the subordinate
says and feds ligen to wha the
subordinate says and how the subordinate

saysit.
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Show empathy when discussng the
problem.

When asking questions, be sure that you
need the information.

Keep the conversation openended; avoid
interrupting.

Give the subordinate your full atention.

Be receptive to the subordinate's fedings
without feding responsble to save the
subordinate from hurting.

Encourage the subordinate to teke the
initiative and to say what the subordinate
wants to say.

Avoid interrogating.

Keep your persona experiences out of the
counsding sesson  unless you bdieve
your experiences will redly help.

Listen more; tdk less.

Remain objective.

Avoid  confirming a  subordinat€'s
prejudices.

Héep the subordinate help himsdlf.

Know what information to keep confiden
tid and wha to present to the chain of
command.

THE LEADER’SLIMITATIONS

Army leaders can't hdp everyone in
every dtuaion. Even professond counsdors
can't provide dl the help that a person might
need. You mugt recognize your limitations
and, when the dtudtion cdls for it, refer a
subordinate to a person or agency more
qudified to help.

Unit 2: Leadership Theory and Application
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Refer to FM 22-100 for a lig of
support activities.

TYPES OF DEVELOPMENTAL
COUNSELING

You can often categorize develop-
mental counsding based on the topic of the
sesson. The two mgor categories of counsdl-
ing ae event-oriented and performance/
professona growth.

EVENT-ORIENTED COUNSELING

Event-oriented counsding involves a
specific event or dtuation. It may precede
events, such as going to a promotion board or
atending a school; or it may follow events,
such as a noteworthy duty performance, a
proolem with peformance or misson
accomplishment, or a pesond problem.
Exanples of event-oriented  counsding
include, but are not limited to —

- Specific indances of superior or sub-
standard performance.
Reception and integration counseling.
Crigs counsding.
Referrad counsding.
Promotion counsdling.
Adverse separation counsding.

Counsdling for Specific I nstances

Sometimes  counsding is  tied to
specific instances of superior or substandard
duty peformance. You tdl your subordinate
whether or not the peformance met the
standard and what the subordinate did right or
wrong. The key to successful counsding for
specific performance is to conduct it as close
to the event as possible.

Many leaders focus counsding for
specific ingtances on poor performance and
miss, or a least fal to acknowledge, excdlent
performance.  You should counsd subordi-
nates for specific examples of superior as well
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as substandard duty performance. To measure
your own peformance and counsding
emphasis, you can note how often you
document counsding for superior versus
substandard performance.

You should counsd subordinates who
don't meet the standard. If the subordinate's
peformance is unsatisfactory because of a
lack of knowledge or &hbility, you and the
subordinate should develop a plan to improve
the subordinate's skills. Corrective training
may be required a times to ensure the
subordinate knows and achieves the standard.
Once the subordinate can achieve the
dandard, you should end the corrective
traning.

When counsding a subordinate for a
specific  peformance, take the following
actions.

Tdl the subordinate the purpose of the
counseling, what was expected, and how
the subordinate falled to meet the
standard.

Address the  specific  unacceptable
behavior or action, not the person's
character.

Tdl the subordinate the effect of the
behavior, action, or peformance on the
rest of the organization.

Activdly ligen to the subordina€’s
response.

Remain unemationd.

Teach the subordinate how to meet the
standard.

Be prepaed to do some persond
counsding, snce a falure to meet the
standard may be related to or the result of
an unresolved persona problem.

Explan to the subordinate what will be
Identify your regponghiliies in  imple-
menting the plan of action; continue to
asess and follow up on the subordinate’ s
progress. Adjust plan of action as
necessary.
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Reception and Integration Counsding

As the leader, you must counsd new
teeam members when they arive a your
organization. This reception and integration
counsdling serves two purposes. Fird, it
identifies and helps fix any problems or
concens tha new membes may have
egpecidly any issues reulting from the new
duty assgnment. Second, it lets them know
the organizationd sandards and how they fit
into the team. It clarifies job titles and sends
the message that the chain of command cares.
Reception and integration counsding should
begin immediatdly upon arivd so new team
members can quickly become integrated into
the organization. Refer to FM 22-100 for
possible discusson points.

Crisis Counsdling

You may conduct criss counsding to
get a subordinate through the initid shock
dter receving negdive news such as
notification of the death of a loved one. You
may assg the subordinate by listening and, as
appropriate, providing assstance. Assstance
may include referring the subordinate to a
support  activity or coordinating externd
agency support. Criss counseling focuses on
the subordinate's immediate,  short-term
needs.

Referral Counsding

Referra  counsding helps subordinates
work through a persona Stuation and may or
may not follow criss counsding. Referd
counsdling may dso at as preventdive
counsding before the gtuation becomes a
problem.

Promotion Counsdling

Leaders conduct promotion counsding
for al who are digible for advancement.
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Adver se Separation Counsdling

Adverse separation  counsding  may
involve informing the soldier of the admin-
idrative actions available to the commander
in the event substandard performance contin-
ues and of the consequences associated with
those adminidrative actions (see AR 635
200).

Devdopmentad counsding may not
aoply when an individud has engaged in
more serious acts of misconduct. In those
Stuaions, you should refer the matter to the
commander and the sarvicing daff judge
advocate. When the leader’s rehabilitative
efforts fal, counsding with a view towards
sepaation fills an adminidrative prerequisite
to many adminidrative discharges and serves
as a find waning to the soldier to improve
peformance or face discharge. In  many
Studions, it may be beneficdd to involve the
chain of command as soon as you determine
that adverse separation counsding might be
required. A unit firg sergeant or commander
should be the person who informs the soldier
of the natification reguirements out lined in
AR 635-200.

PERFORMANCE AND PROFESSIONAL
GROWTH COUNSELING

Performance Counsding

During peformance counsding, you
conduct a review of a subordinate€'s duty
performance during a certain period. You and
the subordinate jointly establish performance
objectives and dtandards for the next period.
Rather than dweling on the past, you should
focus the sesson on the subordinate's
drengths, areas needing improvement, and
potentid.

Peformance counsding is required
under the officer, NCO, and DA civilian
evauation reporting systems. The OER pro-
cess requires periodic performance counseling
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as pat of the OER Support Form require-
ments. Mandatory, face-to-face performance
counsding between the rater and the rated
NCO is required under the NCOERS. TAPES
indudes a combination of both of these
requirements.

Counsding a the beginning of and
during the evduation period faclitates a
subordinates involvement in the evadudion
process. Performance counsding communi-
caes dandards and is an opportunity for
leaders to establish and clarify the expected
vaues, dtributes, ills, and actions. Part 1Vb
(Leader Attributes/SKkillgActions) of the OER
Support Form (DA Form 67-9-1) serves as an
excelent tool for leaders doing performance
counsding. For lieutenants and warrant
office’s one, the mgor peformance
objectives on the OER Support Form are used
as the bass for determining the develop-
mental tasks on the Junior Officer Deve-
opmental Support Form (DA Form 67-9-1a).
Quarterly face-to-face performance and devel-
opmentad counsding is required for these
junior officers as outlined in AR 623-105.

As an Army leader, you must ensure
you've tied your expectations to performance
objectives and appropriate Standards. You
must edtablish standards that your subordi-
nates can work towards and must teach them
how to achieve the standards if they are to
develop.

Professional Growth Counsdling

Professona growth counsdling
incdudes planning for the accomplishment of
individua and professond goas. You con
duct this counsding to assst subordinates in
achieving organizationd and individud gods
During the counsding, you and your subor-
dinate conduct a review to identify and
discuss the subordinate’'s drengths  and
weaknesses and create a plan of action to
build upon  drengths and  overcome
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wesknesses. This counsding isn't normaly
event-driven.

As pat of professond growth
counsding, you may choose to discuss and
develop a “pathway to success’ with the
subordinate.  This  future-oriented  counsdling
edablishes short- and long-term gods and
objectives. The discusson may include
opportunities for civilian or military school-
ing, future duty assgnments specid pro-
grans, and reenligment options Every
person’s needs are different, and leaders must
aoply specific courses of action tailored to
each individud.

Career fidd counsding is required for
considered for promotion to mgor. Raters and
senior raters, in conjunction with the rated
officer, need to determine where the officer's
skills best fit the needs of the Army. During
caexr fidd counsding, condderation must be
given to the rated officer's preference and his
abilities (both performance and academic).
The rater and senior rater should discuss
caer fidd desgnation with the officer prior
to meking a recommendation on the rated
officer's OER.

While these caegories can help you
organize and focus counsding sessons, they
should not be viewed as separate, distinct, or
exhaudive. For example, a counsding sesson
that focuses on resolving a problem may dso
address improving duty peformance. A
sesson focused on peformance may aso
include a discusson on  opportunities  for
professond the counsding sesson, leaders
should follow the same basc format to
prepare for and conduct it.

APPROACHESTO COUNSELING
An effective leader approaches each
aub-ordinte  as an  individud. Different

people and different dtuations  require
different  counsding  approaches.  Three
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goproaches to counsding include non
directive, directive, and combined. These
approaches differ in the techniques used, but
they dl fit the definition of counsding and
contribute to its overdl purpose. The mgor
difference between the approaches is the
degree to which the subordinate participates
and interacts during a counsding sesson. The
fdlowing chat summarizes the advantages
and disadvantages of each approach.

Advantages/ Disadvantages

Nondirective

x Encourages meturity.

x Encourages open communication.
x Develops persond respongibility.

x More time-consuming.

x Requires greatest counseor kill.

Directive
x Quickest method.

x Good for people who need clear, concise
direction.

x Allows counsdors to activdy use ther
experience.

x Doesn't encourage subordinates to be part
of the solution.

x Tendsto treat symptoms, not problems.
xTends to discourage subordinates from
taking fredy.

x Solution is the counsdor's, not the
subordinate’'s.

Combined

x Moderately quick.

x Encourages maturity.

x Encourages open communication.

x Allows counsdors to activey use ther
experience.

x May take too much time for some Stuations.

NONDIRECTIVE

The nondirective approach is preferred
for most counsding sessons. Leaders use
ther experienced indght and judgment to
assig subordinates in - developing  solutions.
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You should patidly dructure this type of
counsding by tdling the subordinate about
the counsding process and explaining what

yOU expect.

During the counsding sesson, ligen rather
than maeke decisons or give advice. Claify
what's said. Cause the subordinate to bring
out important points, sO as to better under-
dand the dtuation. When appropriate,
summarize the discusson. Avoid providing
solutions  or  rendering opinions,  instead,
mantan a focus on individud ~and
organizational goas and objectives. Ensure
the subordinates plan of action supports
those goals and objectives.

DIRECTIVE

The directive approach works best to
correct dmple problems, make on-the-spot
corrections, and correct aspects of duty
performance. The leader using the directive
dyle does most of the taking and tdls the
subordinate what to do and when to do it. In
contrast to the nondirective approach, the
leader directs a course of action for the
subordinate.

Choose this gpproach when time is
short, when you aone know what to do, or if
a subordinate has limited problemsolving
ills. It's aso appropriate when a sub-
ordinate needs guidance, is immature, or is
insecure.

COMBINED

In the combined approach, the leader
uses techniques from both the directive and
nondirective gpproaches, adjugting them to
aticulate what's best for the subordinate. The
combined gpproach emphasizes the sub-
ordinate’ s planning and decision-making

With your assstance, the subordinate
develops the subordinat€s own plan of
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action. You should listen, suggest posshble
courses, and help andyze each possble
solution to deter-mine its good and bad
points. You should then help the subordinate
fully understand dl aspects of the dtuation
and encourage the subordinate to decide
which solution is best.

COUNSELING TECHNIQUES

As an Army leader, you may sdect
from a variety of techniques when counsding
subordinates.  These counsding  techniques,
when appropriately used, cause subordinates
to do things or improve upon ther
peformance. You can use these methods
during scheduled counsding sessions or while
amply coaching a subordinate. Counsding
techniques you can use during the non
directive or combined gpproaches include —

Suggesting alternatives. Discuss
dternative actions that the subordinate
may take, but both you and the
subordinate decide which course of action
ISmost appropriate.

Recommending. Recommend one course
of action, but leave the decison to accept
the recommended action to the
subordinate.

Persuading. Persuade the subordinate that
a given course of action is best, but leave
the decison to the subordinate. Successful
persuason depends on the leader’s
credibility, the subordinat€s willingness
to ligen, and their mutud trust.

Advisng. Advise the subordinate that a
given course of action is best. This is the
srongest form of influence not involving
acommand.

Some techniques you can use during the
directive gpproach to counsdling include —

Corrective training. Teach and assg the
subordingte in ataning and mantaning
the standards. The subordinate completes
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corrective training when the subordinate
attains the standard.

Commanding. Order the subordinate to
take a given course of action in clear,
exact words. The subordinate understands
that he has been given a command and
will face the consequences for faling to
carry it out.

THE COUNSELING PROCESS

Effective leaders use the counseling process.
It conggts of four stages.

Identify the need for counsdling.

Prepare for counsdling.

Conduct counsdling.

Follow up.

IDENTIFY THE NEED FOR
COUNSELING

Quite often organizationd policies,
such as ocounsding asociaed  with  an
evduatiion or ocounsding required by the
command, focus a ocounsding sesson.
However, you may conduct developmenta
counsding whenever the need aises for
focused, two-way communication amed a
subordinate  development. Developing  sub-
ordinates congsts of obsarving the sub-
ordina€'s peformance, comparing it to the
sandard, and then providing feedback to the
subordinate in the form of counsdling.

PREPARE FOR COUNSELING

Successful  counsdling requires  prepa
ration. To prepare for counsding, do the
following:

- Sdect aauitable place.
Schedule the time.
Notify the subordinate well in advance.
Organize information.
Outline the counsdling session components.
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Pan your counsding strategy.
Establish the right atmosphere.

Select a Suitable Place

Schedule counsding in an  environt
ment that minimizes interruptions and is free
from digtracting Sghts and sounds.

Schedulethe Time

When possble, counsd a subordinate
during the duty day. Counsding after duty
hours may be rushed or perceved as
unfavorable. The length of time required for
counsding depends on the complexity of the
issue. Gengdly a counsding sesson should
last less than an hour. If you need more time,
schedule a second sesson.  Additiondly,
sdect a time free from competition with other
activities and congder what has been planned
after the counsdling sesson. Important events
can didract a subordinate from concentrating
on the counsding.

Notify the Subordinate Wdl in Advance

For a counsding sesson to be a
subordinate-centered, two-person  effort, the
subordinate must have time to prepare for it.
The subordinate should know why, where,
and when the counsding will teke place
Counsding following a specific event should
happen as close to the event as possble.
However, for peformance or professona
devdopment counsding, subordinates may
need a week or more to prepare or review
specific products, such as support forms or
counseling records.

Organize Information

Solid  preparation  is  essentid  to
effective counsding. Review dl pertinent
information. This includes the purpose of
the counsding, facts and observations about
the subordinate, identification of possble
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problems, main points of discusson, and the
development of a plan of action. Focus on
gpecific and objective behaviors that the sub-
ordinate must maintain or improve as wel as
aplan of action with clear, obtainable godls.

Outline the Components of the Counsding
Session

Usng the information obtained, deter-
mine what to discuss during the counsding
sesson. Note what prompted the counseling,
what you am to achieve, and what your role
as a counsdor is ldentify possble comments
or questions to help you keep the counsding
sesson  subordinate-centered and  help  the
subordinate  progress through its  stages.
Although you never know what a subordinate
will say or do during counsding, a written
outine hdps organize the sesson and
enhances the chance of postive results. (Refer
to FM 22-100 for an example of a Counsding
Ouitline)

Plan Counsdling Strategy

As many agpproaches to counsding
exig as there ae leaders. The directive,
nondirective, and combined approaches to
counsding were addressed earlier. Use a
drategy that suits your subordinates and the
Sitution.

Egtablish the Right Atmosphere

The right amosphere promotes two-
way communication between a leader and
subordinate. To edablish a relaxed amos
phere, you may offer the subordinate a seet or
a cup of coffee. You may want to St in a chair
facing the subordinate since a desk can act as
abarrier.

Some dtudtions meke an  informd
aimosphere  ingppropriate.  For  example,
during counsding to correct substandard
performance, you may direct the subordinate
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to reman danding while you reman seated
behind a dek. This formd amosphere,
normaly used to give gpecific guidance
reinforces the leader’s rank, postion in the
chain of command, and authority.

CONDUCT THE COUNSELING
SESSION

Be flexible when conducting a
counsdling sesson. Often counsding for a
specific  incident occurs  spontaneoudy  as
leaders encounter subordinates in their dally
activities. Such counsding can occur in the
fidd, motor pool, baracks — wherever
subordinates perform  their dutiess.  Good
leaders take advantage of naturaly occurring
events to provide subordinates with feedback.

Even when you haven't prepared for
forma counsding, you should address the
four basc components of a counsding
sesson. Ther purpose is to guide effective
counsding rather than mandate a series of
rigid steps. Counsdling sessons consst of —

Opening the session.
Deveoping the plan of action.
Recording and closing the session.

Idedly, a counsding sesson results in
a subordinateés commitment to a plan of
action. Assessment of the plan of action
becomes the dating point for follow-up
counsding.

Open the Session

In the sesson opening, date the
pupose of the sesson and edablish a
subordinate-centered  setting.  Establish  the
preferred  setting early in the sesson by
inviing the subordinate to speak. The best
way to open a counsding sesson is to clearly
date its purpose. For example, an appropriate
purpose statement might be: “The purpose of
this counsding is to discuss your duty
performance over the past month and to create
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a plan to enhance performance and attain
peformance gods” If applicable dat the
counsding sesson by reviewing the datus of
the previous plan of action.

You and the subordinate should
atempt to develop a mutua understanding of
the issues. You can best deveop this by
letting the subordinate do most of the taking.
Use active ligening; respond, and question
without dominating the conversation. Aim to
help the subordinate better understand the
subject of the counsding, for example, duty
peformance, a problem dtudion and its
impact, or potentia areas for growth.

Both you and the subordinate should
provide examples or cite specific observations
to reduce the perception that ether is
unnecessarily biased or judgmentd. However,
when the issue is substandard performance,
you should the standard. The conversation,
which should be two-way, then addresses
what the subordinate needs to do to meet the
dandard. It's important that you define the
issue as substandard performance and don't
alow the subordinate to define the issue as an
unreasonable standard — unless you consder
the gandard negotigble or are willing to ater
the conditions under which the subordinate

Develop a Plan of Action

A plan of action identifies a method
for achieving a dedred result. It specifies
what the subordinate must do to reach the
gods st during dimensons tha were
discused  ealier: it should show the
subordinate how to modify or mantan his
behavior. It should avoid vague intentions
such as “Next month | want you to improve
your land navigaion skills” The plan must
use concrete and direct terms. For example,
you might say: “Next week you'll attend the
map reading class with 1s Platoon. After
the dass, SGT Dixon will coach you through
the land navigation course. He will hep you
devdop your sill with the compass. | will
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observe you going through the course with
SGT Dixon, and then | will tak to you agan
and determine where and if you dill plan of
action sdts the dage for  successtul
development.

Record and Close the Session

Although  requirements to record
counsding sessons vay, a leader aways
benefits by documenting the main points of a
counsdling sesson. Documentation serves as
a reference to the agreed upon plan of action
and the subordinate’s accomplishments,
improvements, persona preferences, or prob-
lems. A complete record of counsding ads in
making recommendations for professond
development, schools, promotions, and
evauation reports.

Additiondly, Army regulations
require written records of oounsding for
certain personnd actions, such as a barring a
soldier from reenliging, processng a soldier
for adminidrative separation, or placing a
soldier in the overweght program. When a
soldier faces involuntary separdion, the
leeder must take specid care to mantan
accurate counsding conveys a strong cor-
rective message to subordinates.

To cdose the sesson, summarize its
key points and ak if the subordinate
unders¢ands he plan of action. Invite the
subordinate to review he plan of action and
what's expected of you, the leader. With the
subordinate, establish any follow-up measures
necessary to support the successful imple-
mentation of the plan of action. These may
include providing the subordinate with
resources and time, periodicaly assessng the
plan, and following through on refeards.
Schedule any future medtings, a lesst
tentatively, before dismissng the subordinate.
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FOLLOW UP
Leader’s Responsibilities

The counsding process doesn't end
with the counsding sesson. It continues
through implementation of the plan of action
and evduation of rests After counsding,
you must support subordinates as they
implement their plans of action. Support may
include teaching, coaching, or providing time
and resources. You must observe and assess
this process and possbly modify the plan to
meet its gods. Appropriate measures after
counsding incdude folow-up  counsding,
meking referrds, informing the chain  of
command, and taking corrective measures.

Assessthe Plan of Action

The purpose of counsding is to
develop subordinates who are better able to
achieve personad, professond, and organ
izationd gods. During the assessment, review
the plan of action with the subordinate to
determine if the desired results were achieved.
You and te subordinate should determine the
date for this assessment during the initid
counsding sesson. The assessment of the
plan of action provides useful informetion for
future follow- up counsding sessons.

SUMMARY

This section has discussed develop-
mentd counsding.  Developmenta  counsdling
is subordinate-centered communication  that
outlines actions necessary for subordinates to
achieve individud and organizationd gods
and objectives. It can be ether event-oriented
or focused on persond and professond
devdlopment. The Summary of Develop-
mental Counsding Form summarizes the
mgor agpects of deveopmenta counsding
and the counsdling process.

Unit 2: Leadership Theory and Application



Chapter 3: Leading Situations

THE DEVELOPMENTAL COUNSELING
FORM

The Devdopmentd Counsding Form
(DA Form 4856-E) is desgned to help Army
leeders conduct and record counsding
sessions.

Leaders must demonstrate these qualities
to counsel effectively:
- Respect for subordinates.
Sdf and culturd awareness.
Credibility
Empathy.

Leaders must possess these counseling
skills:

Adtive listening.

Responding.

Questioning.

Effective leaders avoid common counsd-
ing mistakes. Leaders should avoid the
influence of —

Persond bias.

Rash judgments.
Stereotyping.

Losing emotiond contral.
Inflexible counsding methods.
Improper follow up.

The Counseling Process
1. Identify the need for counsdling.
2. Prepare for counsdling.
Select a suitable place.
Schedule the time.
Notify the subordinate wdl in
advance.
Organize information.
Outline the components of the
counsdling sesson.
Fan counsding drategy.
Establish the right atmosphere.
3. Conduct the counsdling session.
Open the session.
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Discuss the issue.
Develop aplan of action (to include
the leader’ s respongihilities).
Record and close the session.

4, Follow up.
Support plan of action implementation
Assess the plan of action.

(Refer to FM 22-100 for more details.)

105



Chapter 3: Leading Situations Lesson 1: Performance Indicators

L eader ship Dimensions

Leaders of character and competence . . eve excellence by providing purpose,
 and motivation.
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Communicatin Developin

Physical’ . gk
Decision Making Building

Motivating Learning

Figure B-1. L eader ship Dimensions

1

The mentd atributes of an Army leader ae will, sdf-discipling initigtive, judgment, sdf-
confidence, intelligence, and culturd awareness.

2.

The physcd atributes of an Army leader are hedth fitness, physicd fitness, and military and pro-
fessond bearing.

3.

The emotiond attributes of an Army leader are self-control, balance, and gability.

4.

The interpersond, conceptud, technicad, and tactica skills are different for direct, organizationd,
and drategic leaders.

5.

The influencing, operating, and improving actions are different for direct, organizationd, and
strategic leaders.
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